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ABSTRACT S 

This model provides recommendations for possible 
interventions by Wtomen consultants working' with. feminist 
organizations. The issues, although discussed in this context, -are' 
considered to have implications for any consultant td a group which 
operates from a strong ideological basis. Eight charaqteristics of 
feminist organizations that are relevant to consultation are 
enumerated "and discussed: (1) the organizations commitment to . 
ideology may make entry difficult; C>2) goals tend to' be vague and- 
grandiose and resources small; (3) emphasis focuses, ott egalitarian ' 
leadership and opposition to hierarchical structure; (4) the 
organization is attentive to interpersonal* processes and accepting of 
emotional expression; (5j> # sense of support/community is a major' 
factor in joining' the' organization; (6) commitment for principles, 
not money, is .the cause. fx>r, involvement; (7) deviation, from 
principles may be heret^i^al and reaction toward deyiants may be 
highly charged; and (8j) ambivalence about relating to outside 
institutions exists* F»r each characteristic, implications for ' . 
consultants are considered. An appended chart summarizes each point- 
in .an outl'ine fornn ( Aurhor/NRB ) ' * 
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WOMLN CONSULT INto Wi'fH WOlEN: 
FEMINIST IDEOLOGY «Nti OROwNl Ztff 10NAL blftUClURt AND P.kOCESS 



My farst questron-foi; this paper wa*, "is lt different to dp 
consulting with a'-feminist organ 1 2 at 1 on' 1 " My answer was "yes" 
but- wi struggling with this answer I decided' that a more fruitful 
question was "what are. the issues in consulting to ideologically 
based organizations of whatever l-in^T"- So, although -I will. focus 
my remaTks on issues which women consultants may Win working 
with feminist organisations, I bel i eve ' these issues arc? broader 
. and have implications tor any consultant to a group which ' 

operates from a strong, idoleogica.1 basis. 
_ r . The term "ideology" 15 troublesome. There 15 a saying "I 
,have a social philosophy, you have political opinions, and they 
have an ideology. " The implicit meaning of .ideology in this 
?fo4o? corres P°nds to .the definition used by Talcott Parsons 
. (1959), 'deviations from scientific objectivity." Our current 
understanding of the pKflospphy of science, however, makes it 
chear^that science itself can be'viewed/as a particular idiology 
rather than a- stance that completely transcends belief. I prefer 
Be-ertz's (1973) analysis, "Whatever else ideologies may be, 
projections of unacknowledged, fears, disguises for ulterior 
motives', expressions of grcjup solidarity, they -'are most 
distinctively maps of- probl emati ^social reality and matrices for 
the creation of col leetive; conscience. Whether in any particular 
case, the map is azcur-ate or tne - consci ence credible is a 
separate quest 1 on.-. .". ♦ * „ 

For 'the purpose of this paper, I will not argue' the 
appropriateness of feminist ideology as opposed to any other world 
yjvt f but merely de-lineate somejol its underlying assumptions and 
their implications for - a consultant. 

'J The appended -chart summarizes 'the points made in the paper, 
tts you can see, the first column lists a number of 
Characteristics of feminist groups relevant to consultants. This 
description is drawn from my ovin experience and papers by Copper 
et ,al (1974), Freepan (1975;, kefhtor (1975;, Mulgrew et'al 
(197.9), and Waugh '( 1981 ) . The emphasis on problems does, not / • 

reflect insensitivity to the strengths of 'feminist organizations 
but the fact that consultation is generally requested around 
problem areas. ' t t *. • . 

My recommendations tor. possible interventions are quite 
'personal, growing' from my particular style of consultation. I 
.have, however, reviewed 'these recommendations with co'l leagues who 
have also worked with .feminist groups. Please' consider them not ah 
definitive solutions but as data from one consultant's experience 
aqd as a stimulus. for developing ^our own 1 ntervensi ons. - . 

EWTRV 1 DIITFICUlY ANI/ATI0N ' L5 ^ T,a,NG C0M .MITWtNI ~\ 0 IDEOLOGY MAY MAKE , 

; ' • v . ; 

Typically, ideologically qriented organizations prefer a 
consultant who- shares, thcar value system,. Dften this preference 
beepmes a major issue in # eonsuli ant selection. 1 do not believe 




a consultant must be total Vv J^mi + t-^n , u ' 

mZu.lt ?! ? y ldeolo 3 lc Ar/^gsm 2 ations may be reluctant to 
HSI i" k" S " hlCh 3rS j»4t*no«,„ ua of larger ^rgan^aiLs and 

P ^°I •! 1- The .-?oal here, is. gradual reform of the larger"" 

s»rrufcw^^^ bT; ---- ; <- 

such 2«« %l $ Potest group, to an ef festive* work group. In- " 
such CMM,»he consultant may. not only need to help with ' 

Inf J^J^ilf P arU V> the social movement stance, 
tntry^ntolan. organisation can be difficftf 4n =r, 

Xr'WlM "f - rtl *"2r>? ^"^in^r .nJT.S s* 

^1*7^ ideological basis. flkthougte j thmk hisnoint 
hold, egujlly fan for consultants, Patton. U?Bb> „,s wriUriS 

a fcg SlUit r S "iT hB -nested .t^t- th^uts -de 9 

T s zz& -s neu??.rH y a e . th tn/-rt"cr: t ;-r s . 



/I 7 .ui«L pt-r son Sews", <p 234') ' As a 

organ^f fjj. S^St^t". ^ TT"' ^"erlnce " 



to the 



required fehifen- 4 « ""ggesti ng i nter Vent i ons -that 

efJec^M TMl - " V ilaCJY 15 ^nerally f u ti,l,e. Jt is ^ 
sphlrel Mr™?" ° n "^ in ° ChaaQeS ln tK.e 'structural 

In | IBfhey cr'^v^n^i^^' 6 ; li H ellhood of being accepted 
of .th^icjCaS^ r Y inte9rate s ^uqture jn the service 

^DerrnfsioJ^r^i UJ Cre<at6 d « : *-**« wl^ch the.staff have 
permassiq^ to cnttci 2fi without feeling they are betraying* 
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their group. Thus, j consultant insist 'be part j dularl y sensitive 
to phrasing' of questions. You ought ' str ess that clear 
communication of both strengths and weal nesses are needed in order 
to improve the present program and to yield .information for 
others who woul-d lik » u replicate the procJFam elsewhere. ' ~ 

- • f 
2.' GOALS TEND 10 BE VAGUE AND bRANbluSE, AND RESOURCES SMALL 

A consultant to a- feimnist group may need to assist group 
member s^m making a realistic assessment o* which goal's the 
organization can accomplish. Excessive expectations lead to 
.disappointment and anger when they are not' met." In a goal 
setting exercise, one member of a group I worked with wrote h 
"change the world". This provoked nervous Laughter iron, the rest 
of the sta-f-f because it struck too close* to the group fantasy. At 
the S |me time, thi s- group* had a budget of less than '« 100, 000 and 
a staff of 10. It is not surprising that ,they all felt 
"JTSbVT^'""? fru » tr * te «J- *n^ven more graphic example, Waugh 

(1981) describes a femiru sT organisation which stated its " 
official purpose as "to actively work toward the. freeing of. all 
peoples from oppression resulting frbm their race, se5: , beliefs". 
At the time,, the group, had no staff "and no- budget. These are- just 
two of nfctfiy illustrations t'hat. could pe given .of the k^nds-of 
goals which 'ideological groups tend to develop. 
\. A consultant- needs to assist the- organization set' 
instrumental goals and/or' objectives' which .-are within reach 
without forfeiting .the, organization's larger vision. Yet, 
.ideological organisations ' may resist such interventions for two 
reasons. First, they do not resonate to the kind of narrow, 
bureaucrat i ac or trivial goals that toc^pften characterize more 
traditional groups. Second, confronting the disparity betweep the 
group's goals and 'its resources can prdUuce anger and despair. An s 
analysis of obstac 1 es, and resources for reaching goals can be a • 
wseful exercise,* or an organization, particularly when followed*) 
by a reassessment of its goals and objectives. i'n terms of what 'is 
achievable. It is 'useful to look at what actually had been 
acomplished in the .past with similar resources, as -the idea of 
what, is "achievable" may also tend to be grandiose. 

Another problem which can arise from large and /'or .unclear 
goals is that they make ^t difficult to exclude .anything or set 
priorities. In such situations, overwork 'may become a substitute 
tor organizing, focusing 'and coordinating activities. The result • 
i?. seldom more than a feeling of martydom and classic burnout. 
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5. EflPHAUIS UN Ei^LlVARlAN I-EmDHK^IIK AND OPPuSl'l ION 10 
HIERARCHICAL STRUtrURE - - 



tn particular ? the younger, more radical feminists have made 
a point .of eSchfewm^g ^trrtcture and damning traditional leadership 
, models consultant, m more traditional organisations often have 
,to work to mcrMw.thtflMtbility of organizational structure. 
Consultants Working with feminist organisations face a different 
-i challenge: to increase.'the ability to regulate activities 

.^oothly and effectively without falling bach into traditional 
hierarchical structures. . * • \ : 

Women have experienced the 'terrible sense' of alienation and' 
powerlessness which rc-nlts when ^utbonty becomes concentrated 
i-n the hand of a few. I he laclTof structure in many feminist 
. groups shoul d not be interpreted "character logical ly, but aV an 
• 1 '!!: 1C ^ 1 ^ n ° f aiss ^isfactJon with traditional models and the 

attempt to develop new ones. I beUieve a consultant must first ' 
validate the temixnsfcs experienoe- that }these earlier models were 
• NOT emotionally sat i sf yi ng / even in cases where structurally 
, efficient. ' . / 7 

Feminists are concerned with assuring that power ; ls shared. 
^ The consultant Can. help them clarify the relation of power to . 
organizational structure and regulation by dealing with 'such 
questions a.s: Can a sense of empowerment' be -maintained if 
-authority. to c.oor di rfete 'act i vi t i es. i s delegated.? How, can we •' 
develop ^sufficient trust to low 'action without having to ' ' 
justify ey ery minor decision to the .group and still guard against" 
misuse of -power? What kinds of mechanisms are there to 'support 
those who may need help in building the ski 1 1 s 'necessary to carry • 
out t-he tasks they are assigned. If traditional supervision is - v 

not .provided, what alternatives can be developed? Wh^t " v i 



mechanisms are there to assure assignments are carried through 
and rol 1 oir^ up*'done° ' 
« Jorel'i'sclasi 

» ■ — * — wi i me i jf( aiuiy ut s> 

Structurelessness" (1973)* points out- thai: LACK of structure 



Joreeti's classic .article on "The Tyranny of 
Jturelessness" (1973/ points out- thkt LACK ot structure as 
el as excessive structure can limit freedom a Q d. creativity. 
^ • Structure, in AtseH, does not necessarily make an brgahi z at-i-on 
^ more conservative. It can actually be used to protect the ' ■ 

, j organ lz ation'»from moving away .from its principles. For example, , 
in her m^depth study of Women > Liber at i pn Movement 'V /» 
organizations, Freeman- <1975> found that it was the more ^ • 
organ i4 2 ed.jXol'der or gam rati oris *of the movement that showed- less 
--trans'formation m • a conservative direction over tame*. ' • - 
/ y . Rather than .imposi no a particular ''ideal"' structure on ' an ' 

^. w organization, the consultant needs to'^ajssist the qroup to 

./ determine .its current m;eds and go^%, and develop the besl: * 
t .structure W achieving these- insistence on, total participation' 
in all decision*, virtually, requires the group h> » ept small. Ihus. 
. * ' a, group wants to grow in si;:e, it may need to make some changes 
in its- decision making <,trurture. Although, a very, casual • 
structure can be eH-ective in nccomp-J ish» ng a sper l f j r task, thrss%" 
model .dcres not work well if there are a numlmr ot.'tashs which 
^ must be closely c our din >Ced, .'.I J, ane of "tjw or uanV^at.ron ' s, goals ' . 
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may obscure the ways structural .aspects of the organization 
contribute to conflicts that may be played out by specific group 
members. F-or example, one alternative human service agency with 
which I worked had spent a great dead ot time and money on a ■ 
clinical consultant who -focused on the' interpersonal d 1 f f tifcil ,t i es 
between the director and her deputy,' Although they felt tfhey' had 
more insight into their interpersonal dynamics., the conflicts 
continued until, as part <bf a review of their organizational 
objectives, the director and her. deputy discovered that their' 
priorities were almost mirror opposites. .Their conf 1 1 ct^ actual 1 y 

. centered about whether the agency would continue to, -focus on 
direct services or shift' its resources' .to the education and 
training of other agencies. It may seem odd, but the staff had' 
never dealt "with these cpnflict.s directly, and their goal statement 
was so gl.obal that each staff member was abl e_to. project into it 
her particular bias. Resources were ,1 1 mi ted , but the generality' 
of goal s« meant that hard choices about priorities were? avoided .> * 

.The attention to the interpersonal conflict's of the director "and 
her deputy, lept the group -from examining the major structural 
problems. . . , 

As a family might have an "identified patient" who. plays out 
the problems of -tfoe, family unit, an * or gani z at l on might fotyjs on a ' 
particularly "difficult" member and ignore the larger systemic 
issues. A consultant can often find clues tdr~organizational 
■conflicts by careful attention to interpersonal disputes. 
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A^rpf™^-' 0 ^"? 1 i0N IS '' l0RL ATTENlIVt 70 INTERPERSONAL 
FKQCESSES, AND MORE ACtfcPT-ING l«F EM01 IONrtL EXPRESSION. 

- 'Initially gaming, trust with a feminist group may. require 
more effort by a consultant, however once trust as established 
the group members' are -of, ten much more, candid than members of more 
traditional groups. It generally taf.es a good dea-1 of time and . 
skill to get consulting clients such as government bureaucrats or 
academics to open up. The interaction seldom becomes deeply , ' 
personal. I have found the emotional -tone of feminist as well as 
other counter-culture groups markedly different. TWtrick is not 

in ?~i ^' bUt som *ti*es.to shut up, not to get them 

in. touch with their deeper processes but to calm down those 
deeper processes, enough to focus -on task. Tears' have beTen quite 
common when I have worked with feminist groups, but, 'rare when " 
working with more traditional, groups. Thfs cannot be- dismissed 
as a matter ot gender, because women in more traditional groups 

ir?n*?H U ? ii'* 1 ? to,c f" y ' as the Rather, I suspect this i 

sign that the degree of commitment to' the organization i s so 
great i.t taps, .very deep, feel ings, and an indication tftat the 
level of trust and support is such that the ..women feel they are 
able to revea) their feelings. 4 - 

Thre general level- of emotionality m these organizations- 
seems to be much higher than in more -tradi clonal ones. The - 
.acceptance of -feelings can be very healthy but Scan .cause problems 

when an organizational group member habitutally uses/ "emoti onal 
> problems as a way of getting out df work. , The difference between 
^acceptance of feelings and indulgence of them must' be examined. 

The openness of emotional expression can be both exhilarating 
to the. consultant and, f^f she is .not prepared for it, a bit 
disconserhng. Because I ami working as an organizational 
consultant, not a clinician, my approach has been to validate the 
peelings that, the tears represent and then to continue with the 

consultation rather than get pulled. into focusing -on the' 
.individual.. Along with many femini st • groups, 1 have learned that 
people can have feelings and work at the same time, It may be 
perfectly all right for •someone to .run a printing press and cry- • ' 
softly a.t the same time. «, . > ■ ■ 

ThiMJmajor dif f 1 cul ty. of the emphasis on process is that it « 
may prempt-task oriented actiyi ti es, f o such anVextent that • t'asfcs '' : • 
are hindered. Waugh <198o>- describes, a case id| w'hic'h the "soul 
searching." meeti-ntgs .of , staf f slowly expanded uhtil they were . 
taking*up the majority of' tehe work f j me for part ti me .staff.. \ . ■ 
Whereas traditional organizations may overemphasize tasl at the > 
rcost of attention to • process', feminist org*ni zationV may be 
vulneraSie tt^the opposite tendency. The consultant can assist 
the group- find its most ^pprdpri ate balance' of task and process.. 
She should determine whn h process issues are effecting the task 
and concentrate on. those. .The goal - is not. to htfve a group with 
no problems in its pr or oss .but' to, wor k with thos**that v are * r 
actually impeding task afcompTi shment .*„ ' - * 

Attention, to 1 nt or person.* J process ,imy be helpful in ' ' . 
creating a' sensi tj Ve 'aifd fresponsri ve wor«f 'environment. Hut,- it' 



is to develop, new structures. 01 l.^uior.tup and management, then 
time to examine, and assess. their ef tecti veness and 
. appropriateness needs to be built- in or, an onqqJig basis. In 
such cases, problems should be expected t na greeted .-as feedback 
about a noble experiment. Experimentation can't take place when 
no -failure is allowed. • ' 

... Because femini st "groups tend to perceive traditional 
leadership styles as authoritarian, this sometimes means that 
women who are assertive in assuming leadership get attacked as 
nonrfemmrst. In such cases, women may become hesitant to ' 
volunteer or to take charge for fear of bei-ng..seen as" power' 
hungry or wanting to be a star. If » consul tant .finds this 
happening, she might want, to help the organization look at the ~~ 
incentives it offers f or -competence . How , can the group learn' to 
support each other ' s* strengths and achievements without 
attempting to tear them down- A consultant to an ideological 
organisation needs to keep in mind that deter mi ni ng- who will do 
what "task may be done in a different manner than in more 
traditional work groups. For example, in a business concern, cost 
effectiveness is generally the primary factor in decision making.- 
But, in an ideological organization, other factors may be more 
.;rS;;;* nt » e ^ en lf Xt 15 a <n°ney .-making operation. .Hamptpn-Iurner 
(1977) provides an example '.in his description of the Delancy * 
Street foundation. Although it runs a popular San" Francisco ■ 
restaurant, concern about the efficiency and guality of its 
cuisine takes second place to its concern about the' ■ • ' 

rehabilitation of the drug addictt and e*~ of fenders who staft the 
restaurant Thus, their b^st cook or most efficient waiter/may- 
be pulled off -the job format mi.ght seem like a Very" minor/ 
infringement of rules or merely to give an. opportunity to a less 
sxilled, but eager resident. • , 

Some feminist orgarri z at i qns regularly rdtate tasks because of 
ideological reasons even if some short run efficiency is "lost. A' 
consultant used to working with more traditional' organi z-at i oris may 
be shocked at the "inefti.cient" manner -i n which things are run, - 
and may need to probe for the phi! psoph i ca>l reasons for various 
actions which may seem irrational. In this way, the r cbnsul tant 
can be useful in helping the organization clarify .the -trade off 's 
in such arrangements. What -are the costs of a particular " ■ • 
ideological., arrangement ln terms of the 8 losses in efficiency': 1 If 
the organization. reorgani zes. to become more *e* ticient ; wi M the 
underlying spirit, incentives to membership and purpose of the ' 
organization be lost'"' It is important to remember that short term 
efficiency and long term effectiveness may be quite different 
Any evaluation of an ideolgjcaJ organization* needs to take'such 
factors^into account. v ■ * . . 4 



/ imwiEr- tIr F: J^ SE Qi ' ^POR^^MUNiTV IS A MAJOR FACTOR FOR 
] JOININb THE ORGANIZATION.' 

' 4. * * ' \ ' 

- Members ot xdeoLogi cal'-organi zati ons jbxn not oal y because of 
thexr commitment -W- a purpose, but. out 'of a sense of solidarity 
and community 4 with others: (Zald and Ash 1<?66> ' Furthermore, "the' 
process of collective participation in decision, the process of *. 
- intimate communication with others, the process ,of creating-^knew 
kind of living space, the process of engaging in interesting \ 
work would merely be MEANS of accomplishing the major task in a 
traditional .organisation. Yet, as hancer and ?urcher <1'973) point 
out, in social movement organizations they becomes ENDS in' 
, themselves. ; The consultant, to a feminist groufTcan assist members 
make what afe often implicit goals more explicit". For example, -if 
intimate* communication- with others is important, then the 
physical and psychological space for such communication needs to' 
pe^created. If ^titfities focus too 'narrowly on the 'material or 
direct service tasks of the ideological groups, these nurturing, 
renewing activities may get neglected.. By stating them as 
goal,s in themselves, they gain, more 1 egi.ti macy . 

The expectations that members-have of a, feminist organization 
. is often overwhelming. It is not only supposed to accomplish 
grandiose tasks, but do so in a way that all workers feel 
supported and disagreements never occur. It is generally too much 
to ask of what .is generally a young, inexperienced, 
under-resourced organization that it not show any -of the 
weaknesses of more traditional organizations. ' . 

The expectation of support -and the sense of sisterhood 
sometimes means that there are no means of debatfng'or 
definitively resolving specific conflicts since such- 
disagreements are not supposed to occur. Thus, conflict is often 
repressed or emerges with great intensity in personal attacks or 
ostracism. s 

* Sometimes members try to , use the organization to meet all 
their social as well as professional and service needs. .More 
reali-stic expectations about what the organization can and can 
not do may. keep the member from depression. and anger when 
unrealistic expectations are not fulfilled. Thus, ironically, a • 
healthier commi tment , to the organization may actually involve' a *• 
pulling back and developing other outlets. 

The consultant needs to make legitimate constructive melns of' 
expressing disagreement and surfacing problems. Structuring 
sessions to review goals, objectives and priorities, and to 
discuss the progress of Various strategies to meet -objecti ves 
means that attenjti on , stays focused on the" task, nqt 
personalities. This method can also mobi'lize group resources to 
help solve. problems before they become overwhelming ge to support 
members who are^aviny difficulty doing their task; 




™.,r,r- * C0MMITMEN1 TO i RINCIPLES, NOT MONEY, "SHOULD BE" *THE 
CAUSE FOR.. INVOLVEMENT WITH THE ORGAN I 2 AT I ON. t- 
\ ' 
Money is. a particularly dAf.f lC ult topic in most ' . 
ideological organizations.- People are expected to ' 
participate >ecau5je of their commitment to the cause, not* 
•for -filthy lucre. -Since resources are typically scarce,, 
salaries tend "to be low. In opposition to the large ' *. 
. d-if f erentral - in salaries paid to executives and Lower. level 
staff in traditi.onal organizations, ' ideol ogical • ' 
organizations tend to have 'much . 1 ess differentiate in 
their pay levels. I n some cases all sta,ff members receive 
the same salary. ■ : '■' . 
' The philosophical commitment to equality makes ~setti ng 
( differential salaries a highly charged and difficult task. 
Pressures to move to more traditional salary scales tend to 
develop over time. Staff my struggle on the edge of 
poverty, feel resent ful^ancL gui Uy about, the resentment - yet 
.be unable to talk about the issue. Since'tne mor*e 
experienced and competent staf.f .tend to 'have more optrons .» 
for outside employment^, this brain drain typically results 
in the loss of the organization's most competent staff. 

A consultant should assist the organization set up a . - 
system -in which financial records are accurate and public 
. and available in a timely -manner- Such information can 

reduce rumors, and assist in planning.'" ' A consul tant "may not . 
be able to -increase resources so higher salaries. can be 
• paid.- But at least she cam help the group con-front the ' 
problem and, perhaps;- sat up incentives like flexible hours, ■ 
sharing of child care, ability. to participate in special 
4 programs. or training, etc . Which can, in some way, 

*. » compensate for low salaries.. It is important to develop* a 
climate in which. money is not a, taboo subject* 

The consultant herself must be very clear aobut her own 
financial arrangements with feminist organizations. If she 
should agree to* work at a reduced fee or no fee,- she should 
be .sure about- her own motives and what she can gain from the 
, collaboration so -she does not feel resentful -later. As in 
»any 'consulting arrangement, the " consul ting agreement should 
be in writing, -even l f no money changes hands. Any * 
modifications shoul'd xalsWN.be formalized by writing them' ' 
down. If a formal contract seems inappropriate, an informal 
.. but specific letter can suffice. 
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- 7. DEVIATION I" ROM RR1NL IM_ts> NAY L<L SEEN AS-HEREbV AND 
' REACTION TOWARD DEVI AN r& HAY £<l£ HIGHLY LlfAtiGLD. 

- When the -intensity ot commitment is" high, perceived ' 
deviation from the principles may be seen as hereby and -the 

' re * Ct l ofx toward deviation highly charged. It might tale an 
outsider days to de-iineate the subtle differences.^ ■ > J 

•viewpoint among, individuals who are rippsiny each other apart 
rather than attacting a common -enemy or working toward 
common goals. Differences in values can be considered 
pragmatically or moral ^ticaD y. In the former case, the 
question about, an action is "Is it successful or not 1 ?". If1 



the later, the question becomes, »i s it right W wr^ng' 

When querying a group of managers and administrators * 
drawn from traditional" organizations, Watson' and Ryan -<1959) 
found no difference between men and womep ' managers in value 
orientation; both groups tended to 'be pragmatic. Almost by 
.definition, however,- the value orientation o-t feminist and 
other ideological - groups is moral istrc. ttctions which, in a 
more bureaucratic organisation might be seen as « lrntating H 
or stupid" or "incompetent" may, irf an ideological . group. A. 
be perceived as "terrible", almost "evil".' In feminist 1 
group's a common response -to- an action which someone doesn't 
Uke is ."hrow can you. call yourself a fe^inisi: and yet do . 
X. , Certainly, an overriding set of principles is , . 
important to provide a context -for assessing actions, but it 
has been my experience that there "is a danger of 
overgenerali'zing moral indignation to almost any act' one ' 
doesn't like, not just those ' that ' actual 1 y threaten the' 
underlying principles- of the group.. . 

The article, ''Trashing, in the' Woman's Movement", written 
-unde* the pseudonym Joreen, , provi des. a powerful and poignant 
description of . this process. tl^pain in. the trashing 
process can be enormous.,- One woman! interviewed 
yolunteei^ed-fehat this was a more devastating experience- 
than the -sti l lbirth of- her f iVstborn schi 1 d . Waugh U981)" * 
reports an incident .in which a woman" who was airlifted under 
gurtf ire describes the emotional attack, of her colleagues as 
even more sh atter i ng ' than this physical assault. Such o 
personal attacks- may be part i cular 1 y t*raumat fc for feminists 
because they place ^ great deal tof importance on "the slnse 
of sisterhood. A p'rimary motive for participation in a 
femi-nist group seems to be the opportu'rii ty • to be part of a 
warm and faring community. ; The cost of ]a mis-step may not * 
or«y produce a sense of incompetence but, --an addition, 
anxaety ( about betraying one's principles and the loss' of 
one.'s support community." . - 

A consultant might Help, i ndi vi dual s see that their 
deviance may be symptom of a larger organizational conflict. .' 
She might also help group members differentiate when '* 
mistakes or differences are actually, indications of moral 
dilemmas and when they are merely di f i erences in the 
way to do things. - 1 n 
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. ' .8. THERE IS tfhuKAM-NCL rtbOUl ~NEL A I ING 10 OUTSIDE 
INSTITUTIONS. 

. An ideological 'organisation may view its purpose as 
-attempting to influence? more traditional «- out&i'de groups or V 
providing a separate alternative community in which to withdraw 
from more traditional institution* or as 'a mixture of both:' In' 
any case, the management of. the boundary between" the ideological 
mdq? 1 ^' 1 ^ and t,lle K * r 9 er environment i& o-ften.an issue. fyaugh 
(1981) describes a feminist organization working to better the 
position -of women within traditional Churches. Although the'- 
ostemsiblej^goal was social change, many of the women felt .<sb ' 
alienated from their own denomi nations, they, spent 1 i ttl e of > 
th,eir time attempting to communicate with 'these .outside groups, 
but rather concentrated on developing their own alternative [ 
/feminist community with^rts own dtstinctive vocablulary, more4 
and dress. The, director, desperately seeking funds for the \ 
group, finally got . an "appoa ntment . wi th the head of a ma,jor ?/ 
private foundation. .-When she went 'to the local thift store /nd " 

* bought a skirt f or .si ty ,cent*> to wear to the corporate/* 
headquarters, the other women in the group were i rate * and took ' 
.this an an indication <=he had betrayed the revolution. She was 
caught between the values of . two c1.il tures.. 

It is typically t he " 1 eaders/of ideological organizations who 
apre required to deal with outside groups,. As leaders they- must " 

"V^gersooi-fy th.e highest levels of m i deol ogical purity, in fact, this 
of ten becomes a criterion^ or leadership. .'Yet , -to be effective in 
dealing with more- traditional organizations^, a leader must be 
able tp communicate with and be at ' 1 eatet minimaUy accept abl e- to 
these outside groups. It i-s, very difficult -to do these things ' 
sio)ultaneouly. The leader may be viewed as "boo. far: o^t! 1 by more 
traditional groups, and «s "selling out"., by her own grpup. Tho^e 
whowork .at the boundaries of J:he organisation who are especially 
vuTr^rable to attack from both t inside and outside'the 
organization and may nee?d particular support fromla consultant. /. 

Bqundaries'wi thi rr the organi z a^t x on may also be blurred. In 
Jfcacti on against hierarchical 'structures, members may attempt to 
share responsibilities and/or rotate tasks. Although such • ' 

"" innovations' may e jfcbs more rewarding and l^ss repetitions, 
they. may be me* f i<iien,i '"f or. A task accomplishment, and preclude the 
recognition of indlvidiiKf sfVi 1*] s or the kind oi differentiation- 
and concentration of. ef i or*t- necessar y* f or creativity. 
Coordination among taul &^ individuals/ and sub-groups can also be 
troublesome when bounddrfef are vague. , A 

^ A -^n a j or 'tTaVk "of a consr^tttnt to. feminist organizations may 
be to assist 'the group vath.its' boundary issues*. "Skill in 
dealing mth the boundary is uUen a matter of sur.vival since .an 

, ideological group muSt obtain financial support through* its 

"interaction wi ttu ±\'f/s .1 ar cjer society.' The* consultant may" aid the - t 

* organizational stai f to state their case in such ^ wa Y that they 
can be under s;fc4Dod tiy those outride. Isolated groups have a way of 
evolving their own jargon*-£nd_ languaqe to the po^n/t where it 
becomes i her easLi ng J y difficulty to communicate ,with those outside. 

( ^My experiences in u r eseateh p^ojuct at bynanon suggest problems 
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can arise" when a qroup isolates itself too etiectvely from the 
.community at largo. H^ltt.y dialogue with the outside can keep an 
ideological group from becoming a "cult.". A consultant can help 
thf P H^f dla i logue ^tive, serving as a translator, no t only from 
^the^ideolgical organisation tp the larger environment* but- 
"^herping the ideological group understand some of the' motives and 

actions of those outside. Al though ,muc:h of the suspi ci on"oT\ 
' I 5 lo ^ cal Sroups toward outside ^ tutions is warranted. At 
times this suspicion can destroy 'the possibility of mutually ' 
beneficial alliances. A consultant can help the group sort out 
wh-at are the .real i st i-c threats ot the butside groups and'.what- < 
might be gained from interaction with ■such 'groifps. > 

Feminists are not part of the "old bOys" networks wtiich 
provide not only access to funds but to information. Marginal 
groups, are faced with the contradiction ,of wantV^g acc'ess to 
these resources and ambivalence about "col 1 aborati ng with the 
enemy'. V A consultant mi ght be ab-1 e to assist the group sort out 
the costs and benefits, of establishing liasons with outside 
.groups and Strategies for doing so.. Another strategy is to" 
create networks among ideological groups, . trying -to work together 
rather than competing for resources'. 

tk. ^ ? y d f f *" itlon ; the consultant works at the boundary. She is 
IN but not OF the organisation.- Although this is an issue m any 
consultation process, it may be pa.$t i cul ar 1 y problematic when 
working with ideological groups. A woman working with feminist 
groups is almost^invariably asked to worl for a fraction of her 
usual fee because of her conimiti^nt to ttje cause. Although she 
may be hired for a particular amount of time, there is often" 
pressure not only to put in more time but to do additional tasks ' 
which were not originally part of the contract. For example, one 
of my colleagues who was hired to work on an evaluation project- 
was asked to c.all a board member and persuade her to 'become the 
chair. My point is that the? consultant to an ideological group 
must be particularly clear abou£ her, limits and role and such . 
■matters should be discussed as much as possible before such I 
issues arise. 9 > 

One more comment about boundaries: consultation itself is a 
role at the boundary, not the mainstream of psychology. Since 
the status of a prof essi onal group *s largely influenced by the 
group it serves, those. who consult to ideological organizations 
in general, and feminist ones m particular, will find such work- 
does not bring the status. pr financial rewards that come with 
consultation to J,arge corporations or major govenment agencies, 
□n the other hand", the excitement of working with groups who are 
making an important social -contribution and which are 
sxperimeoting.with new fcyms of organisation structure and 
process has its. own satisfactions and rewards and if you take up 
this challenge,' I guarantee you will learn a great deal about the » 
consulting process and yourself. 



J 



14 



' .'WOME^IM CONSULTING W1IM WOMEN: JLMrNiST IDEOLOGY, ORGAN I ZA1 iONAL 

■STRUClURfc AND PROCESS 



American Psychol oqi eal Association Convention 
t Los Angeles, California 
August 26,-1961 



SOME CHARACTERISTICS OF FEN I fell ST 
0RGANI ZATIONS RELEVANT TO 
CONSULTATION 



.' 1. Th-e organization's strong 

commitment ' to ideology may make 
*entry difficult. > 



2. Goals tend, to be vague and 
grahdiosfe anci r^sour ses- kmal 1 .. 

A. difficult "to set priorities. 

B. intermediate 1 ev<*l task s s may 
be non-existent. 

C. members arer frustrated when 
goal's aren't met. 

D. 'demands* about what the 
organisation, "should" provide 

\ are excessive. \ * 



ERIC 



IMPLICATIONS' FOR CONSULTANTS 



1 . Coflimuni cate understanding 'for 
and interest, in' ideology, also, 
rapport vis a vis -people and 
neutrality vis «a^vis the 
content of what .people say or 
•dp. 

Develop a c l^i mate i n whi c h * 
support of goals i^ c v onguent 
with a critical stance toward 
strategics for reaching the 
goals, a climate of 
-sel f -ref 1 ec t i on . 

Interventions are more likely to 
be accepted and used if they 
clarify structure in the 
service of ideology rather than 
attempt to change ideology. 

2. Help maintain the vision 
while setting more realistic 
benchmarks for achieving goals. 

Explore resources other than 
money: personal and technical^ 
skills, contacts, additional 
services or traihii 
possi bi Li ti es*. 



rel ati on 




si mi 1 ar 



Help examine task* 
to resources and prid? 
accompli shments using 
resources, i.e. the idea of 
what's "feasible" may .also be 
grandi ofee. 

Set pri ori t i es when every thing* 
can't be done. 

■ ■ • i 

Validate important wopfc that is 
done, even if it" does not change 
the wor 1 d. 
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3. Emphasis on egalitarian , 
leadership and oppostion to 
hierarchical structures are 
common, 

A. co-ordination among tasks 
becomes difficult. 

B. may create tyranny of 
^ structurel essness. 

^ C. wqmtfn who do take on 

responsibilities (nay get 
attacked as power hungry, 
D. tasks may be assigned on 

basis othbr than, competency, 



4* The organization is more 
attentive to, interpersonal „ ' w 
processes and more accepting of* 
enfcjtiohal expression. 

A# . Large amount^ of time spent 
On process may detract f rbm 
- * ■ tasks. 

B. The -focus on personalities^ 
and interpersonal conflict c 
obscure the *f act that the 
conflict may reflect • „ * 
% organizational not merely, 
personal issues. 



5. The sense of support & * 
community is a major factof 
for joining the organi zat ron'*'- 
cpmmi tme(ht. v to group splidarity. 

-A. the expectations of.emotipnal 

support may be "unreal i sti c, 
" B. sincfe' support/love is so ** 

important, anger /criticism is 
^ not appropr i ate thus i s 

repressed or comes out with 
m great intensity as "trashing". 
* C when conflict does emerge,' it- 
' ^can be -devastating.^ 



m <» 



3. If experimentation wi"th^ — 
organizational structures is a 
goal, make it 'overt and set 
times to examine the , 
u ex pediment* s" progress. / 

^elp establish or improve 
incentives for women to take .on 
responsi bi 1 i tes and .to perform - 
well. These may or may not be 
financial. 

Clarify the tjasi s on which task's 
are assi gned : 

(efficiency/effecti veness , N 
opportuni ties for growth, reward 
for services?). 

4. Help t^e organization 
examine its balance of task and 
process acti vi ti es. 

Look' at what (organizational 
conflicts, issues are indicated 
by i nter personal conf 1 icts. , * 
Don't just Look at the "sick 
person 11 bat at the" entire 
System. 

Distinguish process issues .which 
are actual 1 y i'mpedi ng task 
accomplishment from. those which 
are not and concentrate on the v 
former. „ y % 

5. Al locate t iirne/Vesources for 
informal organization goals to 
be met. - 

, . r • • . ' ; - 

Al low/constrpct means of 
expressing conflict in ways that 
ar^ not personally devestating* 
Pdr ex amp 1 e, practi.ce descr i bing, 
conf 1 i cts in terms of havi ng 
different goals or disagreeing 
about strategies for meeting 
goal s, rather than accusi Ag the 
other of V betrayal " . ^ 

Examine expectations tc? • 
determine if they are realistic. 
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6. Commitment to principles/ not' 
monfe^j- -"should be l \ the cause for 
involvement with^ the * - < 

organization. * * 



A. 



B. 



unequal salaries', unequal 
ski 1 1 , unequal com mi tYhent are 
sources of tension, 
underpaid .staff may be quite 
poor and feel resentful &nd 
guilty for the resentment 
difficult to tal'k 'frankly 
about money . 



**7m Deviation <frdm principles may 
be seen, as heresy and reaction, 
toward deviants may be highly' 
charged. * 
™ / 



8. Ther£ is- ambi val encfe. about 
relating to outside institutions. 
* A. need resources of outside x 
• \ groups/ -want validation of 
*. t outside groups/ want to 

influence outside groups but - 
^ fear co-optatie>n. 

B. there may be no specific 
posi tion'wi th the ta^k of 
relating to the outside. 

C. staff who do deal with 

«, outside groups are under 
particular stress. 

D. closing'the system to the 
outside leads to entropy, 
the group feeds on* itself, 

* becoming increasingl y 

isolated a'nd doctrinaire. , \ 



6. "fhe consultant must' set 
•clear limits on her/his time and 
role and help staff members-'to 
do the same.' 

V i 

Encourage ,th*e organuation to 
establish clear, tamely' and 1 
?r~pt*^l^: financial records. 

, Create a' climate where 
rewards/resources (these are not 
just money) can fre discussed. 
The implications of paying women 
staff at a much lower salary 
level than comparable posi^rions 
^hould be confronted.' 

7 . The particular "deviant" may 
be a symptom of a larger 
organizational conf 1 i ct. 

Help'the organization . * 
differentiate when , • 

mi'stakes'/di f f erences are actual 
moral' conflicts a©d when. they, 
are not. 

8. Assist the organization • 
analyze the larger force* field * 
in which it. operates, including 
designating specific people i;o 
work .with outside groups. 

.Provide su PP 6rt to staff who; 
work on the Boundaries of the 
organization. 

< * 

Help, organization" develop way£ 
of communicating with the 
outside environment without 
losing the group's integrity.:. 
Translate jargon and eliminate 
streotypes on both sides. 



Judith S. Blanton, Ph.D. 
California Schoofof Professional 
1900 Addison Street 
° 'eley, CA. , 94704 
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